Abstract: The tourism industry is well known as one where operating managers have had to make sacrifices in their family and personal lives. This article reviews what is known about the work-family interface in relation to hotel managers in an effort to identify ways to gain a strategic advantage in this competitive sector. By integrating research from several disciplines, this article presents a heuristic framework delineating organizational level inputs to workfamily relationships for tourism managers. It examines organizational-, individual-, and family-level outcomes of the interface, as well as the processes linking these components and moderators thought to impact these relationships. Conclusions focus on innovative practices implemented to address work-family concerns. Keywords: work-family linkages, policies, hotel sector, human resources. Ó 2006 Elsevier Ltd. All rights reserved.
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the challenges the industry has historically faced with work-family conflict (Dermody and Holloway 1998; Stalcup and Pearson 2001) , tourism companies may be able to achieve strategic advantage by effectively addressing work-family issues. Management jobs in this field are noted for having characteristics known to be detrimental to family life (including long irregular hours, emphasis on face time, and frequent relocation). In fact, Presser (2004) found that lodging management is one of the top ten occupations in the United States with nonstandard work schedules and has the highest percentage of people working varying shifts and weekends.
Researchers and some companies are beginning to attend to how these job characteristics influence employees and their families and what impact employees' work-family concerns are having on the bottom line, but the research is sparse and lacks a guiding framework. Companies can position themselves to attract and retain valued managers, improve performance and customer satisfaction, and reduce common industry-wide problems, such as turnover, by studying the work-family interface.
Because of the size and diversity of the industry, this article focuses specifically on the hotel sector. The goal is to present a heuristic framework of its work-family interface to organize knowledge in this area and to encourage researchers to learn more about unique issues in this population. The research findings presented here provide a sound justification for hotel executives to incorporate work and family concerns in strategies to enhance their company's ability to compete in the marketplace. Although scholars have called for the industry as a whole to address work-family needs of the employees (Dermody and Holloway 1998; Stalcup and Pearson 2001) , very few empirical studies have focused on this issue. This article integrates studies generated by researchers in the hospitality area with relevant studies from the wider literature on work and family.
WORK-FAMILY ISSUES IN HOTEL COMPANIES
As shown in Figure 1 , in the proposed framework, the organizational context, the unique work environment, influences hotel company, individual employee, and employee family outcomes via work-life conflict and facilitation. The heuristic framework introduced describes the processes that comprise the work and family interface. These include work-family conflict, defined as occurring when ''participation in the work (family) role is made more difficult by virtue of participation in the family (work) role'' (Greenhaus and Beutell 1985:77) . They also include work-family facilitation, defined as ''the extent to which participation at work (or home) is made easier by virtue of the experiences, skills, and opportunities gained or developed at home (or work)'' (Frone 2003:145) . The framework conceptualizes the organizational context as encompassing the extent to which a hotel company's culture is family-friendly, or conversely, reflects several detrimental industrylevel norms. The model incorporates potential moderators of the link between organizational factors and work-life outcomes, specifically individual differences in employees' personal characteristics and variations in family circumstances. Outcomes are discussed at the organizational, individual, and family levels. Finally, the framework considers how some hotels have responded to work and family issues and how these responses may affect the organizational context. The article is structured around specific propositions regarding the complex relationships described in the model. In each section, the propositions are elaborated by making reference to relevant research and pointing to new directions for future investigation.
Processes
Researchers agree that the work and family interface is a highly complex set of relationships, and there has been much debate regarding General Processes. A review by Kossek and Ozeki (1998) identified three models to describe the links between work and family. The first is the spillover model, which posits that attitudes and behaviors will carry over or generalize from one's work life to one's family life (such as, if employees are feeling satisfied with work, they should also be satisfied with their life outside of work), and vice versa (Leiter and Durup 1996) . The ''spillover model'' has been used to discuss the transfer of positive attitudes and behaviors (positive spillover), such as satisfaction, as well as negative attitudes and behaviors (negative spillover), such as stress. In contrast, in the ''compensation model'' there is a negative relationship between attitudes and behaviors in the work and family domains (Greenglass and Burke 1988) . If employees are dissatisfied with their jobs, for example, they may devote more time and energy to their family to compensate for the lack of rewards in their jobs. Further, the segmentation model operates under the assumption that the work and family domains are unrelated because people are able to compartmentalize their roles (Lambert 1990 ).
Conflict. Conflict arises when participation in one role is made more difficult by virtue of participation in another role. This can occur via spillover, as noted above, or via a process known as resource drain (Frone 2003) . This model is similar to the compensation one in that it argues that there is a negative relationship between work and family, but here the reasoning is that a person has a finite store of resources (time, energy). Research in this area has been dominated by the idea that separate roles compete for limited amounts of time, energy, and psychological resources. The strain that this competition creates is thought to result in a variety of negative consequences both at work and at home (Barnett 1996; Perry-Jenkins, Repetti and Crouter 2000) . The spillover and resource drain models are not necessarily at odds; both likely play a role in the relationship between work in the hotel business and a manager's life outside of work. Indeed, this article describes research that demonstrates that both processes play roles in shaping the relationship between work in the sector and life off the job.
Facilitation. One area of research in the work and family domain that has received little attention is the concept of facilitation. Frone (2003) described work-family facilitation as the extent to which participation at home is made easier by virtue of the experiences, skills, and opportunities gained or developed at work or vice versa. For example, using self-report data from employees in a manufacturing plant, Crouter (1984a) presented evidence that employees who engaged in participative, semi-autonomous work teams acquired skills that they in turn generalized to their family and community lives. Similar to conflict, facilitation is bidirectional in nature. The manufacturing employees Crouter (1984b) studied reported that skills acquired from raising families facilitated their performance on the job as well. As with conflict, the focus of this article is on facilitation that originates in the workplace.
Each of these approaches to conflict has different implications for organizations. For example, the segmentation model holds that work and family are completely unrelated and implies that an organization need not concern itself with employees' family lives. In contrast, the spillover model, for which there is the most empirical support, implies that it is in the organization's best interest to assist employees with work-family concerns because, left unaddressed, they may interfere with employees' productivity and effectiveness at work. While research tends to favor the spillover model, many organizations continue to operate as if they endorse the segmentation one (Milliken, Martins and Morgan 1998) . The model presented here reflects elements of the spillover (both positive and negative) and the resource drain models. The propositions will address both conflict and facilitation.
Antecedents Linking Work and Family Domains
Factors that affect the work and family relationship at two levels are to be described: the industry context and the organizational variation within it. The former plays a crucial role in directly or indirectly shaping the relationships among employees, their jobs, and their families. The sector has several specific cultural norms or expectations regarding behavior or attitude that are particularly relevant to employees' work-family interface, including expectations regarding long and irregular hours, face time and ''paying your dues'' (Eder and Lundberg 1990; Munck 2001) , and relocation (Kennedy and Fulford 1999) , especially among hotel managers.
While these characteristics are common in this business as a whole, they are not necessarily present to the same degree across companies. For the purposes of this discussion, organizational context is defined as the extent to which a hotel organization reflects characteristics described above. It also encompasses the hotel's work-family culture, or ''the shared assumptions, beliefs, and values regarding the extent to which an organization supports and values the integration of employees' work and family lives'' (Thompson, Beauvais and Lyness 1999: 394) . These company-level variations contribute to individual companies having unique environments that may give some companies an advantage over others by impacting such factors as employee recruitment, retention, and general well-being (including health, satisfaction). In the proposed framework, the extent to which a hotel company reflects the common tourism norms of long and irregular hours, face time, and relocation, as well as the family-friendliness of the organizational culture, are features that impact managers at individual, family, and organizational levels directly and indirectly. few employees present can result in poor guest service, frustrated and overworked employees, and lost sales. Labor scheduling is a particular challenge because managers must balance customer demands, employee work requests, and profitability (Thompson 1998) . In large part, because of the demands of being a ''24/7'' industry, hotel companies often have norms that encourage employees, especially managers, to work as many hours as possible, including weekends and holidays. Indeed, managers in Stalcup and Pearson's (2001) study mentioned long hours and not having enough time to spend with families as a major reason for turnover. Nonstandard, irregular hours have also been well-established as a correlate of lower marital quality and divorce, less time with family, children with more problem behaviors, and increased conflict (Presser 2000 (Presser , 2004 .
Not only are employees often required to keep long and irregular hours, but there is an expectation that employees, especially managers, will be physically present as much as possible, regardless of the actual necessity of being there. Munck called this the ''culture of face time '' (2001:125) . This norm is also reinforced by the widespread norm in the hotel sector that employees must ''pay their dues'' to get ahead (Eder and Lundberg 1990:367) . Organizational expectations regarding how much time employees should spend at work have become a relatively well-established antecedent to work-life conflict (Frone, Yardley and Markel 1997; Thompson et al 1999; Thompson, Thomas and Maier 1992) . Crouter, Bumpus, Maguire and McHale (1999) , for example, found that the extent to which jobs were characterized by deadlines, demands, and fast pace contributed to role overload (the feeling that there is insufficient time to accomplish everything one needs to accomplish), which in turn was linked to higher levels of parent-child conflict. If career dedication and employee value are measured by hours present at the office, employees will be reluctant to leave early or take time off for family reasons (Thompson et al 1999) . In the long run, this may result in turnover, reduced commitment, or lower productivity.
The hotel sector also has a norm of frequent relocation, particularly for managers (Kennedy and Fulford 1999) . In a case study of these in a US hotel company, one manager mentioned that she had moved five or six times in ten years, and another added, ''You don't turn down a move'' (Kennedy and Fulford 1999:66) . While relocation is a major part of career advancement in this business, it can contribute to conflict in that it is very disruptive and stressful to families, requiring transitions to new schools, neighborhoods, and employers for working spouses (Lu and Cooper 1990; Martin 1999) . In fact, Munton (1992) found that over 50% of relocators reported high levels of stress up to six months following their move.
Relocation does not necessarily have only negative effects, however. Relocation can offer employees and their families opportunities and resources that can enhance family life, such as a chance for families to experience living in and learning about new cultures. In fact, Brett (1982) compared mobile (non-hotel) male employees with stable ones and found that although the latter and their wives were more satisfied with their social relationships, mobile employees and their wives were more satisfied with their lives, families, and marriages. That said, relocation preparation and services, such as real-estate assistance and visits to the area, are key to successful relocations (Eby and Allen 1998; Martin 1999) .
The above characteristics are general lifestyle factors that impact an employee's family. Organizations also have a unique culture in terms of how they view employees' lives off the job, referred to here as the family-friendliness of the culture, or the work-family culture. This encompasses shared assumptions, beliefs, and values regarding employees' work-family balance, very important factors in the interface between work and family. Using survey data from 276 managers and professionals, Thompson et al (1999) found that perceptions of a supportive workfamily culture were related to greater use of family-friendly benefits, higher affective commitment to the organization, and lower conflict.
Thompson et al identified three dimensions of work-family culture: managerial support for work-family balance, career consequences associated with utilizing work-family benefits, and organizational time expectations that may interfere with family and other non-work responsibilities. A supportive workplace is essential to the successful implementation of any type of work-family policy, as well as to the general satisfaction and well-being of employees (Galinsky, Bond, and Friedman 1996; Thompson et al 1999) . Supervisory support has been found to be an especially important determinant of the effectiveness of family-friendly policies (Thomas and Ganster 1995) , in part because a supervisor is seen as a representative for the organization. A company may adopt an innovative, comprehensive set of polices, but a workplace culture that is antagonistic to utilizing them undercuts their effectiveness (Frankel 1998) . Another dimension of an organization's work-family culture is the career consequences linked with work-family policies, such as leaves of absence. For example, generally, leaves of absence are associated with fewer subsequent promotions, smaller salary increases, and lower performance ratings (Judiesch and Lyness 1999), especially for men (Allen and Russell 1999) . The last of Thompson et al's (1999) dimensions of work-family culture is organizational time expectations, which is very similar to the idea of ''paying your dues,'' (because this factor is so prevalent in this business, it is discussed separately).
The hotel sector is known for demanding long and irregular hours, an expectation of face time for managers, and requiring relocation in order to move up in the ranks, all factors thought to contribute to conflict. Within the sector, however, these characteristics exist in specific companies to varying degrees. Additionally, individual enterprises differ in the extent to which their particular organizational cultures are family-friendly. This article posits that managers in hotel companies requiring long and irregular hours, face time, and relocation will report higher levels of conflict and lower levels of facilitation. Conversely, managers in hotel companies with cultures that are more family-friendly will report lower levels of conflict and higher levels of facilitation than managers working in hotels that are less so.
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Proposition 1a: Hotels with less family-friendly norms and cultures will be associated with manager reports of increased conflict. Proposition 1b: Hotels with more family-friendly norms and cultures will be associated with manager reports of increased facilitation.
Organizational, Individual and Family Outcomes
The outcomes included in this heuristic framework are seen at several interrelated levels of analysis, including the organizational, individual, and family.
Organizational Level. Work-family conflict and facilitation impact organizations and employees at several levels. The most widely studied organizational-level outcomes of work and family issues include absenteeism, turnover, and performance. Employees with high levels of conflict are more likely to miss work for family reasons (Kossek and Ozeki 1999) . Absenteeism is an especially important concern for the hotel sector because of the complexity of its labor scheduling.
Turnover is one of the most prevalent concerns, which has even been described as having a ''turnover culture' ' (Deery and Shaw 1997:377) . Work-to-family conflict is fairly well established as a predictor of intentions to quit a job, as well as actual turnover (Greenhaus, Parasuraman, and Collins 2001; Kirchmeyer and Cohen 1999) . If employees experience high levels of work-family conflict, they may move to a job in a company (or industry) they perceive will be associated with less conflict. In fact, Dermody and Holloway (1998) noted that work hours and the resulting work-family conflict were major contributors to these retention problems.
Job performance is the final outcome of the model, a link only beginning to be explored, especially in the hotel sector. There have been a few studies linking family life with job performance. Several have shown work-family conflict to be negatively related to job performance (Aryee 1992; Frone et al 1997) , especially among customer service representatives (Netemeyer, Maxam, and Pullig 2005) . Conversely, selfreports of work-family facilitation appear to be linked positively with job effort, or how much thought and exertion people put into their work (Wayne, Musisca and Fleeson 2002) .
Several studies have found that involvement in non-work roles, such as parenthood or leadership roles in community organizations, is positively related to job performance, particularly organizational (time management, prioritizing) and interpersonal aspects of job performance, which are especially important in a service industry and among managers (Crouter 1984b; Ruderman, Ohlott, Panzer and King 2002) . In addition, Harris Mulvaney and Grandey (2004) found that commitment to non-work roles was associated with higher peer ratings of job performance, via skill efficacy, for example. Similarly, Ruderman et al (2002) demonstrated a link between commitment to non-work roles and 360-degree ratings of managerial skills, such as understanding and motivating others. While research in this area is sparse, these Work-family conflict is a known contributor to withdrawal behaviors such as absenteeism and turnover; furthermore, it is thought to detract from job performance, especially its interpersonal aspects, which are critical in a service industry. It is argued here that the positive relationship between conflict and withdrawal behaviors is particularly salient for the hotel sector, where turnover and absenteeism are major concerns. Similarly it is proposed that job performance will be positively associated with facilitation and negatively with conflict, given the emphasis on service required for success in this tourism business.
Proposition 2a: Work-family conflict will be positively related to absenteeism and turnover, and negatively associated with job performance. Proposition 2b: Work-family facilitation will be positively related to job performance, particularly its interpersonal and organizational aspects.
Individual Level. The work and family interface affects organizations, in large part, through the individual-level outcomes associated with work-family issues. Those most often examined that are relevant to the hotel sector include job satisfaction, organizational commitment, health-related outcomes (depression, cholesterol levels, and general physical health), and high levels of alcohol use. Kossek and Ozeki's (1998) study on the outcomes of work-family conflict underscored that job satisfaction is one of the most widely studied outcomes of conflict and that research has been consistent in demonstrating a fairly strong negative relationship between conflict and job satisfaction, regardless of industry. Job satisfaction is related to intentions to turnover (Hulin 1991) . Furthermore, Spinelli and Canavos (2000) found that across surveyed guests and employees at six full-service hotels in four major cities, employee satisfaction and guest satisfaction were significantly and positively linked.
Similarly, there is typically a strong negative association between conflict and organizational commitment (Kossek and Ozeki 1999; Thompson et al 1999) . Organizational commitment is defined as ''the relative strength of an individual's identification with and involvement in a particular organization'' (Mowday, Porter and Steers 1982:27) . Conceptually, it is characterized by at least three factors: belief in the organization's goals and values, willingness to exert effort on its behalf, and desire to maintain membership in it. Organizational commitment is a key construct to examine in this model because of its positive association with withdrawal behaviors such as lateness, absenteeism, and turnover (Mathieu and Zajac 1990) , all costly factors to hotels.
Also related to lateness and absenteeism, mental and physical health outcomes related to conflict have been widely studied and include higher levels of stress and depression, higher cholesterol levels, and generally poorer levels of self-reported physical health (Frone, Russell, and Barnes 1996; Frone et al 1997; Grandey and Cropanzano 1999) . Work-family conflict may be related to higher levels of alcohol use (Frone et al 1996 (Frone et al , 1997 , particularly in the hotel sector (Corsun and 74 
WORK-FAMILY IN HOTELS
A u t h o r ' s p e r s o n a l c o p y Young 1998) . Specifically, people who believe in alcohol's capacity to act as a coping mechanism in response to stress in turn are more likely to use this as a coping mechanism and to subsequently have drinking problems (Cooper, Frone, Russell and Mudar 1995) . This problem is particularly relevant to the business. Corsun and Young (1998) found evidence of an occupational subculture in the hospitality sector whose norms promote drinking. Their findings indicated that alcohol might be seen as a buffer for work stressors and strains among managers.
The work-family literature has widely examined the impact of conflict on individual outcomes-decrease in job satisfaction, in organizational commitment, and in mental and physical health being among the most common of those outcomes. This article proposes that there will be a negative relationship between reports of conflict and job satisfaction, organization commitment, and mental and physical health. This link should be of particular concern, given these outcomes' relationships with others such as turnover and absenteeism. Furthermore, it is expected that conflict will have a positive relationship with alcohol use, a common problem in the hotel sector (Corsun and Young 1998) .
Proposition 3: Work-family conflict will be negatively related to job satisfaction, organizational commitment, and mental and physical health, and it will be positively related to alcohol use.
Family Level. The hotel sector is a major player in what Presser refers to as the ''24/7 economy'' (2004:83) . Aside from the work-related strains and conflicts that tend to occur across industries, a number of positions within hotels require employees to work non-daytime hours. Relocation is also very common. These situations can have serious effects on the family, and can be major contributors to work-family conflict (Lu and Cooper 1990; Martin 1999) . Family outcomes presented in this model include marital relations, parent-child relations, child outcomes, and family opportunities.
While very little work-family research has occurred in the hotel context, there is substantial evidence across industries that stress and conflict originating from the workplace may affect the family. In a recent review, Perry-Jenkins et al (2000) reported that job stress and conflict are related to various aspects of distress, and these in turn are related to poorer marital relations, parent-child relations, and child outcomes. Crouter et al (1999) found that parents who described feeling more pressure at work also reported greater role overload, which was in turn associated with higher levels of conflict with adolescent children. Similarly, in examining intra-individual variability in experiences of work stress, Repetti and Wood (1997) found that mothers were more behaviorally and emotionally withdrawn on days when they reported greater workloads or interpersonal stress at work.
As discussed earlier, nonstandard hours are a crucial component of working in a hotel, and this job characteristic can interfere with family life. Using a national sample of 3,476 surveyed married couples working in a variety of industries, Presser (2000) found that working evening or night shifts or working rotating schedules and weekends
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significantly increased the likelihood of marriages ending in separation or divorce within five years. White and Keith (1990) also found that non-daytime hours of employment were related to higher levels of divorce. Perry-Jenkins, Goldberg, Pierce, and Haley (forthcoming) noted that when couples worked alternating shifts (versus working the same shift), both husbands and wives reported a pronounced decline in love for their spouse over the transition to parenthood. There is also some indication that nonstandard work hours are associated with problem behaviors and poor educational outcomes in the children of employees (Bogen and Joshi 2001; Heymann 2000) .
Again, it must be emphasized that the effects of work on the family are not invariably negative. Employees' work lives can enhance aspects of their personal lives through providing opportunities and resources that improve personal and family life (Barnett 1996; Grzywacz and Marks 2000; Hammer, Cullen, Neal, Sinclair and Shafiro 2005) . The hotel sector is rich in opportunities for managers' families to benefit from. As noted, despite negative and disruptive aspects, relocation also provides opportunities for families to live in and learn about different cultures. At a more pragmatic level, many hotel companies offer employees significant discounts or complimentary rooms at their properties, enabling employees and their families to take vacations that they might otherwise be unable to afford.
Work-family conflict has a negative relationship with marital quality and relationships with children. This article argues that these findings will hold true among hotel managers and that this association is likely to be particularly pronounced given the prevalence of nonstandard work hours and relocation. There are features of work in the hotel sector that enhance employees' and their families' personal lives. Thus, reports of facilitation will be positively related to reports of family satisfaction with the job.
Proposition 4a: Work-family conflict (and its antecedents) will be negatively related to marital quality and relationships with children. Proposition 4b: Work-family facilitation will be positively related to family satisfaction with the job.
Moderators
Because these relationships do not occur in a vacuum, other factors that may alter them must be considered. First, individuals do not experience the world in the same way. Personality and background characteristics provide a lens through which people perceive and react to situations around them, including how they perceive and experience the work and family interface. The model presented in this article proposes that individual differences such as gender, age, positive/negative affectivity, and locus of control impact how hotel employees experience the work-life interface. There are also family-level factors that moderate the associations between the organizational factors and the various outcomes presented here, including the presence of a supportive spouse, presence of children, and family willingness to Individual Level. The heuristic framework addresses individual characteristics that may shape the association between an employee's work and family life, regardless of industry. Certain of these can be thought of as adding to or detracting from personal resources in coping with daily stresses (Grandey and Cropanzano 1999) . For example, people with a more positive outlook on life may have a reserve of confidence that enables them to cope with difficult situations more adeptly than those with a more negative view.
Several background characteristics may influence an individual's work-family experience. Although Frone (2003) reports that males and females tend to report similar levels of conflict, previous research has indicated that gender is related to the experience of conflict (Duxbury and Higgins 1991; Gutek, Searle, and Klepa 1991) . Specifically, some gender differences in specific factors contribute to conflict and to its specific consequences (Grzywacz and Marks 2000) . For example, Duxbury and Higgins (1991) found that work involvement and family expectations were stronger predictors of perceptions of conflict for women than for men, largely because of societal expectations of women in the workplace and at home. In terms of individuals' satisfaction with various life roles, they found that women allowed the home role to interfere with their satisfaction at work, whereas men allowed work-role obligations to interfere with their satisfaction with the family role. Married women from across industries are more likely to report that family demands negatively impact their job performance (Keene and Reynolds 2005) , in large part because women are more likely to adjust their workload for the sake of the family. In fact, women are nearly twice as likely as men to place reasonable limits on work life to protect the family from the negative consequences of work obligations (such as refusing jobs that require more travel, turning down jobs or promotions that require relocation, or putting in face time), perhaps due to differences in gender socialization (Duxbury and Higgins 1991; Valdez and Gutek 1987) . The limitations that women, in particular, are more likely to put on work in order to protect the family could be particularly damaging for their careers in the hotel sector, where relocation and travel are a necessity for career advancement and face time is often a strong norm.
Age can also impact the way an individual experiences a situation. As individuals move through the life course, different domains of life take different precedence and different resources are available. For example, younger adults tend to experience more conflict than older adults (Grandey and Cropanzano 1999) , as they are more likely to have young children. In addition, older people are more likely to have seniority and status at work, which in turn bring opportunities for flexibility and lessen the likelihood of work and work stress interfering with family life (Parasuraman, Greenhouse, and Granrose 1992) .
Personality is a relatively new area of study in work-family research. Certain personality factors, such as positive or negative affectivity, either facilitate or hinder how well hotel employees cope with challenges and problems, both at work and at home (Frone 2003) . In a survey of almost 2,000 employed Americans, Grzywacz and Marks (2000) found that high neuroticism, a construct very similar to negative affectivity, was associated with higher levels of work-family conflict, whereas the opposite was true for those high in positive affectivity. Wayne et al (2002) found similar results: traits such as openness to experience, extraversion, and agreeableness were positively associated with facilitation. Extraverts and individuals high in positive affectivity are more likely to evaluate situations in a positive way and more likely to see a work challenge as an opportunity, rather than a threat (Isen, Shalker, Clark and Karp 1978; Larsen and Ketelaar 1991) .
Across professions, locus of control is a relatively well-established influence on how employees perceive their situations and whether or not they experience stress as a result. Individuals for whom control resides in external phenomena, such as a boss or chance, are more likely to experience higher levels of stress or job dissatisfaction in response to a difficult situation than those who perceive control to reside within themselves (Noor 2002; Spector, Cooper, and Aguilar-Vafaie 2002) .
Individual differences play an important role in the relationship between work and family in that they shape how employees perceive and cope with various stressors. In particular, positive affectivity and an internal locus of control should act as resources for hotel managers to help buffer the effects of an un-family-friendly organizational culture. Additionally, differences such as age and gender will shape how managers react to the demands created by their jobs. Further, individual differences such as positive affectivity, extraversion, agreeableness, and openness to experience will allow hotel managers to capitalize on the opportunities and benefits that come with working in this business, strengthening relationships pertaining to facilitation. Proposition 5a: Background characteristics (eg, being older), personality factors (eg, positive affectivity), and an internal locus of control will act as resources to buffer the potentially stressful effects of organizational context on work-family conflict and related outcomes. Proposition 5b: Female hotel employees will be more likely than their male counterparts to turn down relocations and less likely to engage in face time. Proposition 5c: Personality factors such as positive affectivity, extraversion, agreeableness, and openness to experience will act as resources to strengthen the associations pertaining to work-family facilitation.
Family Level. Family circumstances can also be thought of as either adding to or detracting from an individual's resources for navigating the work and family domains across industries (Grandey and Cropanzano 1999; Voydanoff 2002) . The spouse plays a very important role in shaping an employee's experience of conflict (Frone 2003) . A supportive one may provide direct assistance with demands at home so that the individual has less need to worry about them while at work. The spouse may also enable the employee to withdraw from family interaction in order to recover emotional equilibrium following stressful workdays (Repetti 1994) . Family-related support also increases the likelihood that an employee will report that work life is enhanced by family life (Grzywacz and Marks 2000) . Although a supportive spouse can be a valuable resource, children at home tend to be a major drain on an individual's time and energy and contribute significantly to conflict (Eagle, Miles, and Icenogle 1997; Grandey and Cropanzano 1999) , especially for employees with young children (Fernandez 1986) . Moreover, these associations tend to be stronger as the number of children in a family increases (Spector et al 2004) .
Willingness to relocate is a family variable that is important to the hotel sector because of the frequency of relocation. Brett, Stroh, and Reilly (1993) surveyed 827 employees from 20 Fortune 500 companies, some of which were hotel companies, and concluded that a spouse's willingness to relocate was the single most important predictor of an employee's willingness to relocate. Job pressure to relocate, combined with a spouse who is unwilling to do so, can be a tremendous source of distress for a hotel manager. Brett and Reilly (1988) found that a spouse's willingness to relocate was associated with the employee's attitudes toward relocation, but it also depended on family size. The more children couples had, the less willing they were to relocate. The number of dual-earner families has risen steeply in recent years, meaning that it is now common for spouses to confront family-changing decisions about relocation that have implications for their partner's career. In a global industry, such as tourism, issues of spousal support for relocation take on even more complexity. As with individual differences, certain family characteristics, such as the presence of young children, may amplify the effects of work-family conflict on managers while others, such as a spouse that provides emotional and logistical support, may ameliorate it.
Proposition 6: A supportive spouse and family willingness to relocate will act as resources to buffer the negative effects of organizational context on work-family conflict and the related outcomes. Family size and the presence of young children will strengthen the negative associations proposed in this model.
Reactions and Responses from the Organization
Several hotel companies have implemented policies and programs to address work and family issues to gain a strategic advantage. Unfortunately, systematic research on the effectiveness of these policies has yet to be carried out. The evidence of their effectiveness is mostly anecdotal, but this preliminary evidence suggests promising results for these programs and policies. Enz and Siguaw (2000) reported that, among companies using human resources best practices, which included a number of family-friendly practices, employee satisfaction increased, there was a reduction in turnover, and productivity increased. The Day Hospitality Group, for example, adopted a program that required a 90-day sabbatical leave for general managers with five years at the company to emphasize the importance of a balanced life (Enz . While empirical data were not yet available, the president of Day Hospitality maintained that this program will inspire general managers to return to work refreshed and replenished with a new, clearer frame of mind (Enz and Siguaw 2000) . The MGM Grand and Casinos (Las Vegas) offer accredited onsite child-care centers for employees. These are open 24 hours a day, seven days a week (Children's Choice Learning Centers 2004) .
Some hotel companies are experimenting with job-sharing. Sheraton has adopted it among sales managers. This flexibility allows these managers to handle changing work and family needs, has been cost effective, and has had positive outcomes for customers (Enz and Siguaw 2000) . Ritz Carlton management decided to allow the front-office employees in one of their hotels to set their own work schedules as part of an effort to increase employee empowerment. Management reported that the project was successful, and the company decided to implement the program across the entire hotel chain (Enz and Siguaw 2000) .
Rather than focusing solely on work-life policies, Marriott recently experimented with changing an important aspect of its culture in one of its geographic regions. Its management realized that the standard way of thinking about work in the company was, ''the more hours you put in, the better'' (Munck 2001:125) . Marriott executives made several regional operational changes, such as eliminating certain previously required meetings. Most importantly, the company actively encouraged a change in attitude about the need for face time, and this was demonstrated even at the very top levels of management. It succeeded in reducing the average amount of time each manager was spending at work, thereby reducing the number of those who felt they were unable to take adequate care of their personal and family responsibilities, while at the same time maintaining a high quality of service to the guests and avoiding adverse impacts on financial performance.
Rigorous research in this area is a very important next step for hospitality and work-life studies. Specifically, researchers should investigate whether implementing work-family practices in the hotel sector does, indeed, lead to a more family-friendly culture and more reasonable norms regarding issues like long hours. Furthermore, they should also ask whether these types of programs lead to the expected longterm outcomes reported here (such as decreased turnover, increased performance). While researchers have not yet established concrete, rigorous findings, the preliminary evidence suggests that tying together family-friendly policies and practices into organizational strategy may help hotel companies gain strategic advantage through better recruitment, retention, and productivity of employees.
CONCLUSION
This article has provided an overview of many of the ways in which work, especially employment in the hotel sector and, by extension, in the entire tourism industry, can affect employees and their families and vice versa. Now is an opportune time for leaders to examine policies and practices surrounding the work and family interface as the lodging business has largely recovered from the impacts of September 11th and is once again experiencing growth and profitability (O'Neill 2005) . Managers and executives are seeking ways to attract and retain top talent, as well as reduce expenses, all while maintaining or improving guest service. As discussed earlier, addressing work-family issues has the potential to help achieve these objectives. Further, because only a few companies appear to have embraced family-friendly approaches to organizing work, strategists may wish to consider how these practices could be used to gain a competitive advantage both in hotel and other tourism enterprises, specifically through increased commitment, reduced absenteeism, reduced turnover, and superior productivity and performance (Dermody and Holloway 1998; Frone 2003; Frone et al 1997; Kossek and Ozeki 1999; Wayne et al 2002) . Significantly, researchers may wish to consider the implications of these practices on employees in other related lines of work.
Several strategic implications of the work and family relationship arise in the model. First, based on the knowledge that individual factors, such as personality and locus of control, play a role in this relationship, hotel and other tourism companies may want to consider them when developing criteria for hiring new employees and budding managerial talent. Companies, tourism and otherwise, should consider the ''friendliness'' of their organizational culture for personal lives of employees and consider redesigning jobs to give them more flexibility. One best practice identified here is that of downplaying the need for face time when there is not an actual need to be physically present (Munck 2001) . Similarly, when long and irregular hours are required as part of a job, employees should have some say in determining their schedule (Enz and Siguaw 2000) . Another best practice is providing them with ample support when relocation is required (Martin 1999) . While the hotel sector as a whole has several intrinsic characteristics that contribute to conflict, individual companies have latitude in the extent to which they emphasize these characteristics, or explore more innovative ways of coping with the unique demands of a 24/7 service industry.
An organization's strategies should be developed subsequent to an internal audit that identifies the strengths of an organization (David 2001) . When an organization achieves a match between internal strengths and external opportunities, a competitive advantage is achieved. In other words, addressing work-family issues could enhance a company's strategic advantage relative to their competitors in the marketplace, including increased organizational commitment, reduced absenteeism, reduced turnover, superior performance, and perhaps even reduced health care costs. For example, an organization that implements creative solutions regarding the type and volume of managerial hours and relocations may achieve a strategic advantage with respect to attracting and retaining competent and productive managers, and reduce the likelihood of them leaving the company or the sector altogether.
Finally, this framework has implications for the way that the tourism industry views the outcomes of the work and family relationship. Rather than viewing family-friendly practices as a liability, companies should recognize that these practices have potential strategic advantages for them with regards to job performance and major industry problems such as turnover. This is one of the most pervasive problems in the hotel sector-the annual rate for management positions is estimated to be 21% (Smith Travel Research 2003) . Over ten years ago, Hogan (1992) estimated that the cost of an individual case of management turnover in the hospitality sector was as high as $17,000 to $20,000 in recruitment and training costs, amounts that would be significantly higher today. Marriott suggests that each 1% increase in its employee turnover rate cost the company between $5 and $15 million in lost revenues (Schlesinger and Heskett 1991) . Given these estimates, combined with the evidence that work-family concerns are a major factor in the sector, turnover due to work-family issues is likely to be very costly. Raising commitment and retention through effective use of work-family policies could be an important way in which hotel companies and other tourism organizations gain a strategic advantage over their competitors.
A few companies have begun to use innovative human resource practices to address work-life issues. So far, these practices appear to be helping employees deal with their work-family needs, as well as enhancing employee satisfaction, turnover, and guest satisfaction. That said, rigorous research on work-life issues in the sector, and tourism as a whole, is scarce. There is much to be done to investigate the work-life needs of this industry and to evaluate the effectiveness of the practices being implemented. More and better investigation in this area could help hotel companies, as well as other tourism sectors, examine the return on investment of their current practices, as well as evaluate some of the cutting-edge practices that have been introduced recently. Furthermore, this research theme could help inform the broader worklife literature on addressing conflict in service industry jobs.
